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MEMORANDUM FOR. THE RECORD - 'b’ ’ M‘ﬁl wb

SUBJECT: Task\gDéicéi-)t»i—o'n Tor Product Management Part
of the DCI/IC Staff

This memorandum further describes ideas for the organizatiom of the
Product Mandgement Staff ] presented briefly under Altevisative I on
an earlier paper. Overall, this part of the DCI/IC staff should ba
the principal force in increasing and maintaining product ("Vthua.:ity
-within the intelligence community., The efforts of this part of the
- staff go beyond a narrow view of quality control. The results of
quality control efforts have beon to sterilize the product rather thz 1
. malke it more uscful in many cases, Quality control has heen fre-
- ‘?ﬁquemt]y misinterpreted as being standardization, It has resulled
Ain the creation of a glandard sct of qualifying words, a‘’standa:d

Eéw writing style, rules and procedu‘;gswéf‘fj"&ﬁfwcoqr,dinatiq_r;_g,nd agreec
positions, and a limit on experimenting with new technigues of
analysis ‘and presentation, Product quality must be keyed to the
consumer needs and diversity of consumers requires a systersn which . T
allows diversity of output,

STAFI SECTION: NEW METHODS AND EXPERIMENTAT, PRODII7 "5

This staff section is responsible for R&D in new methods of analy: 3
and presentation and for developing experimental p:x.’c_)«l'uc:f;s: to fost
these techniques, R&D has to be a two-fold approach. First; the -«
must be a continuous effort to develop methods to‘analyze protieme
and to test their applicability to intelligence production, Scgand, - =
research needs to investigate how t¢he results of the anaivsis ¢on ke -
best communicated to the consumer, ) '

1. R&D in Analysig
Research in analytical techniques is virtual ly non~exiscont in {h .,
community.  Wark in orranivationa] a nalvsis and Baen oy

ST TR T NSC review(s) completed.
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techniques, for example, has been instituted from iha outsid:
and has encounterad strong resistance. The usc of mana germ e
science tools has been recognized, but probably beecause theee

, - can be seen as mmechanical tools, Thought-provoking teghniga: s
#7 [4 ] ) " . - 2 ! . . . Lo ) . (e Lo oy
Lﬁ]{) » “i:j é.,.;x,. seem to threaten the analyst's individualistic, mtuitive anpreach ,

o et j to intelligence, to unacceptably expose managers to the risk ni
t making "wrong' ustimates (i. c., those less defensible te-supewriors),.
) and to interfere with the production-line approach, o E

DCI level initiative is needed to give visibility and support to'P.&D.
There are &i:sad,vstymtages in that lower-level managers mby be
antagonistic to upper-level initiatives and that a lower-level
approach (DI and DDI) would bring the R&D task closer to tho:o

- \ daily concernéd with products. However, I would prefer 1o s
- . . . B .
h«UWQv' \ the involvement of subordinate elements pr ow graduilly f? om
the DCI's activitics, Eventually, the insertion of new orgzanizziional

elements, not under the direct contrel of production managerk,

may be required to provide appropriate incentives to the rmanzyars

of the R&D effort and segregate their resources from thoge dé v ntad

to production, How to organize the community to do R&D in the

long run is an important question. Contracting on a JTongsterm

basis, in ordor to build up high quality analysis groups, away: from

the day-to-day production treadmill where they can try new aprwoaches,
may be useful,

" A four or five man staff could; re

"\‘/i

-~ Conduct sycveys of new methods and assens them in
a preliminary way,

NI

-- Develop programs to have appropriate R&D periortaed.
. . : ,
-- Monitor the R&D programs

PUp

’ LN

-~ Supervisc testing and trial applications in production

organizations, . C e
2,° R&D in Presentation” .

The community's cutput is frequently {nsenaitive to cons My
needs because profuctsr are not desipgned with an eve te ihol fime
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consumers have to study them, the manner in which they ke to

receive information (e. g., Kissinger dislikes bhricfinus) and the :
ssucs which need to be highlighted for their attention. 1

recognize that the agencies serve a number of consumers in

addition to thosec at the national level, however, these oroblems:

probably cxist elséwhere. Getting consumers to give ~uidence

is also a problem, ‘but the community is not making enougbh of .

an cffort on its own to use prescntly available contacts and L o

sources to identify their needs {see my comments on consuiner

research). '

I am somewhat unsure where you should phce the stafl responsi -
bility for 1mprov1n prescntations, It is linked closdv both to
research’in néw methods and to consumer research, { prefer
p locating it with the former because new technigues (e. g., %‘»aye’s &
a11a1y51s) gencrate new manuners of present1ng intelligence. Also,
. experllnental products which test ng\‘;f“prc ‘ontlations are clusely
' related to those testing new methodologies, Some expoerimental
products which you may investigate are new cxecutive
summaries, new ways to communicate uncertainty and even more -
unusual approaches such ag cassctte recorded briefs for dis-
semination to busy consumers.

EY

STAFE L“.,CTION COI‘\TSUM_ER RESEARCH

Present efforts to identify consumers needs have been un- ysteratis.
My staff has tried to provide feedback based on cur expericnce with
consumers in the White House and NSC, I have interviewed a puinberc
of NSC staff members. Several organizations -- ONE, DI -~ kave
made an effort to tailor their preducts to some general consumir necds, ,,
Most, however, have continued to roll out products much lilie pn arszmbly =
line, and seme have been parti cularly unreceptive to feedback; to ey
nothing of using it,

-

.
[

The cornsumer rescarch group would have three basic jobus:
=) 1 .}

]

-- Scarch for techniques to use in 1dcntlfy11-g consume ~ nee¢dn, =

-- Disseminatc and encourage agencies to use tbss e chIrg e 3, .
-- Usc these {cchniques to ascertain the needs of natip- il

level consumer s whomn the DCL supports directly, : :

310
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Getting feedback from consuvmers is obviously a difficult task. Users
generally are too busy te respond thoughtfully and they ars mote 1il olv
to respond favorably because they do not have time or deszire to be
critical, However, intclligence has not been very diligenf in pursu 2
consumers and not very creative in reaching them, A consumer

research staff could tap a va.rlety of sources in business {especially

the publications industry) and academic circles (business schodls) f£:.
market resecarch approanches. Outside assistance could pro >abiv be .

sought without incurring problems in security clearanceu. Alse, 1

can suggest scvcral ideas:

D 1. Extremely brief "yes-no'' or '"'scale' qfl'@C‘tionnairpc could

I be used to reach busy people. Essential information could he

derived such as: has he read the document; did it add to his

knowledge; were the points clear; and, did he find the ,)wper

valuable enought to keep?

2. Questionnaires of varying lengths could be used for diffevrent
consumers. For example, one type of questionnaire could be used
3

for analysts, one foi staffs supporting major consumers, and
one for unfamiliar third partics (e. g., conuultantb)

3, Iaterviews of varying types can be conducted. Several rcades-
could be interviewed in depth; many could be simply called on the
phone and asked a few unclassified questions. Sampling could be
used to reduce the volume of work.

4, Tace-to-face conversation with each consumer is not critical
A great deal can be loarned about a man's needs by ialking to
those around him and by speculating about the type of work he
does and what he reeds to do if, In this sense a concurnr
speeches, publications and other reflections of his'demand”

(O]

-

idr‘
information could he studied,

»

4
5, A program of expoerimental products along with closc mon torin g
of their rceeption is another major way of testing con lswner noeds.

e mar

e,

W

Flexibility is critical., Questionnaires should add or delete itomsia

“issues gain or lose importance,  Polling should initially samole the

general views of people, then find key problems and purs:ie thase in

»

IDIGIT DN
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‘greater detail. Short and long questionnaires and diffcrent stylos of
interviewing should be interinixed in order to kecep the effort alive.
Different approaches should be used for the diffcrent categovies of
publications -~ i, e., current products (e.g., CIB) versus cstimate:s
(e.g., NIE's) versus special products (e. g., weapons studies). Thea
research effort necd not be a statistically intense, scicntifically
oriented task. Since the prescnt efforts of the community are so
underdeveloped, I think it is far more important that an aggréssive.

o smomEmon-sense approach.toward elicitif}g consumer rea-tion be takern,
CA well managed effort will easily surface major issues and problem«

<+ in consumer demand.

STAFY, SECTION: PRODUCT EVALUATION Y

The community's present output needs constant review and evaluation,
Judging by the products I have seen and the interviews I have hed witi
consumers, the intellectual quality and appropriaten *ss of many
products are questionable. Not only are they in:ensitive to consumer
neecds, but they lack renl substance. Many recite facts gained frorr
collection systems with 1o real enalysis; hedging muffles the messzya;
isolated facts are tied together with simple infcrences that coul! be
done by practically anyone; and clichés and dubious assumptions aboind,
The agencies have been-resistant to criticisms such as these, arguiz g
that real analysis has been done but is not presénted in order to pre-
tect the consumer's time, or they have simply been irritated at bein:
evaluated, )

The principal responsibilities of this section would be (a) to conduct
evaluations of products ia general and of those destined for national
consumers in particulas, and (b)-to encourage each ageney to develon
and improve its own synieni for product evaluation, T' princinal *
tasks whichdhe group would foce are: ' ’

-~ Investigating quality control experienzes in industry,,
academic institutions, and other government orgonizat: ong
L3

for ideas, P

-~ Defining vawious mceasures of product quality and their -
applicability to community outputs, ‘

-- IDoteblishing maens by which produets can

and tne resulls saent to aporopriate individuals,
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-~ Developing procedures to insure that, based vwpon
feedback, changes in products take place.

-- Conducting evaluations of specific commuﬂi,i.y outyuts.

and of products (ec. g,, NIE's) going td national level consuirmicrs.
Considering the qualitative problems and the coxnnmnity's' capacity to
resist, rendering critical but constructive evaluations will be an
extremely difficult task, Performing perceptive evaluations is
intellcctually demanding in its own right, Submitting these evaluztions
to individuals unaccustomed to such ferdback, and convincing thery of
the need to change, is doubly difficult. Defining quality will b a
continuing challenge, The view of "what is quality" varies armrong
producers and usergs; an _ understanding of these different views is
important in determining what influences need to be en'lployé& to ir-
prove output. The definition of quality also covers a number of
criteria -- e, g., the Jength of publications, quality of Enaglish gramimar,
number of products, response time to questions, analysts' intiitiva
satisfaction, and the presence or absence of feedback, Xach v -iter a
has some merit in the perspective of different participants, ard all
have some validity in-an absolute sense,
A main effort of this section should be to work out the qualitative
methods of evaluation, For example, the depth of analyeis in:srocu sts
will need to be assesscd, the mix of data and comalusions, the . systaimatic
presentation of speculntive explanations, etc. Doing this is geing o ha
far more threatening to analysts' pride and sense of compaelent ¢ than
more mechanical controls. Hence, there will be a need ‘or very
competent and articulate evaluators., Consultants and outside cxperis
may be used in panels or othey ways to assist in judging output.
Sampling could be uset to keep the section from being swampei!
with products, '

£

STAFF SECTION: PRG AND SU MONITORING

[l
i

More than half the effort of the intelligence agencies is devoted to th oo
two nations. TFor this rcason alone T think that two sections atiche 1307
level should be created £6 monitor the entire intelligevnce elfort devaied
to them., These sections should not control the activities of vanious
agencics, which would'interfere in the organizational prevosativeg of
managers, Their tasl« v:,ron'],d include: :

ST
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-~ Providing the DCI with recommended guidance to he
implemented through the USIB and other interagency dorwmns.

-~ Monitoring the estimates and other products which are
forwarded to national cons amers,
-- Esxpediting and representing the DCI in dealing with
new or major issues (e, g., PRC missile location),

-- Improving the coordination among different agencies
and the use of collection, processing and production
rcsources,

In essence, thése grroupé attempt to coordinate the strai gies of all tha
diverse clemecriits of the community which follow the SU or the PRC
Their leverage in the process rests upon their informal influence,
their ability to move anong all agencies, and their capabilily to
influence the DCI's decisions. In addition to studying the efficiencs oF
the community's operations and evaluating their products, the cecl on
would have a role in thce budgeting process, as sisting the DCI aontrailaw
in evaluating the impact of changes in funding,

>

STAT'R SECTION: SPR GCIAL PROTJECTS

3 L IV

This might be a small group of individuals dealing with particular’
projects which arise fromn time to time, For example:

-- Monitoring the economic intelligence effort or cther
problem areas in the same manner as the PRC ana SU :
are watched, ’

-- Managing product reviews and co‘ordi'nating the «f{forfs i
the NSCIC forum,

» +

»

-~ Guiding the preparation of papers addres sing majer issus
or breaking new ground in mtelligence analysis (e.g., new

Lo

in-depth long range studies of inte'rnational affair«),

In a sense, this is a catcl, all group. It provides a pool of manpowet o
which important projects can be assigned which cross se reyral othe ¢

13
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scctions or have a unique sensitivity, It can manage rcintibnr:h,ip% with
the NSCIC, the USIB.and other bodies., It can lelp other staff sections
with particularly difficult enterprises,

CONCIUSION

1

Your staff has a dual role., It supports the DCI directly in hir efforts .
to satisfy the needs af national consumers, Also, it establishes.eni
encourages agencies to implement syst'ems which will enable then: o
conduct their own quality control and product improvement progrerns,
In doing so, it monitors the general quality of intelligence producis,

I proposed discrete scctions for each major function. Many of thrse
tasks are new to the community, and, therefore, ill-defined. Sorac,
such as product evaluation, arc threatening and intellectually difficult.
All are going to encounter various forms of resistance, COD$£:C}"&K'N$‘1}T,
I feel separaté sectiohs will give each function the visibility it reqaires
and will communicate to staff members a clearer idea of their jobs.

The hazard of such separation is overlap and a major need for cocrdi.
nation. I recommiendnd in my previous memo the establishment of
standing groups or the assignment to one individual of the respons -
bility for coordinating all the work of the DCI staff in i}pp@ﬂ&iﬁt arens,
Similar coordination will be needed within your staff,

Personnel selection is critical. The diversifics! on of the staii to include
more than CIA personnel has already been discussed, I think it ig -
portant to realize that different sorts of people are needed fom diffe ent
tasks., Choosing all old intelligence hands, or experts on particula-
areas, can pose real problems in introducing new techniques ér
recognizing problems: Younger, though inexperienced, people have

a shortcorﬁimg in knowledge, but a freshness of view. It seenis to r-o
that a mixture of the two is nnzch needed in the DCI's staff,

’ [
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